
CHAPTER 3

MANAGEMENT OF THE OFFICE
OF THE CHAPLAIN

When Religious Program Specialist (RP) petty
officers are advanced to RP1 or RPC, they are
accepting responsibility for the work of others—in
both professional and military duties. Every petty
officer is expected to be a leader as well as a
technical expert. Therefore, RPCs and RP1s
should strive to improve their leadership ability
and to increase their technical knowledge through
study, observation, and practical application.

The purpose of this chapter is to help the RPC
or RP1 acquire the leadership skills necessary to
attain managerial competency as an office
manager or as an administrative office supervisor.
This chapter will also present the basic skills that
the manager of the office of the chaplain must
possess in order to have an effective and well-run
office. Whether at sea or ashore, the same
elements of good management affect the opera-
tion of the office of the chaplain.

RELIGIOUS PROGRAM SPECIALIST
AS MANAGER OF THE OFFICE

OF THE CHAPLAIN

The RPC or RP1 serving in the office of the
chaplain is likely to be the senior petty officer
there and consequently will assume the role of
office manager. The primary goal of the RPC or
RP1 who is manager is to plan, organize, direct,
and control the operation of the office of the
chaplain in such a way that the mission of the
Command Religious Program (CRP) can be
accomplished.

RESOURCES OF THE MANAGER

The basic resources of a manager are per-
sonnel, office organization and facilities, time,
money, and materiel. The effective manager
integrates all five resources into a unit that can
successfully accomplish CRP objectives.

Personnel

Since the efforts of assigned personnel will
ultimately determine how effectively CRP goals
will be achieved, it follows that supervising and
training people is the central, most important
managerial task. Even the best equipment or the
best possible arrangement of jobs will be of little
value unless the office is staffed with well-trained,
highly motivated personnel.

PERSONNEL ASSIGNMENTS.— Personnel
assignments are made by the Naval Military
Personnel Command (NMPC) and the Enlisted
Personnel Management Center (EPMAC). Navy
recruiters provide personnel to fill authorized
billets.

As personnel assets are made available to
NMPC and EPMAC, some billets must be filled
on a priority basis. After all priority manning has
been completed, the remaining personnel assets
are distributed on a fair-share basis to fill existing
billets. This distribution process forms the basis
of the Navy Manning Plan (NMP) and is
monitored on a continuing basis by EPMAC.

PERSONNEL MANAGEMENT.— Machin-
ery and equipment can usually be purchased when
needed, but conscientious and dedicated people
can be obtained only through effective leadership
and support. The leading RP must show a great
deal of interest in the performance of assigned
personnel. How well they perform is directly
related to the performance of the leading RP. In
order to guide assigned personnel in the area of
performance, the RPC or RP1 must closely
observe their day-to-day office activities, identify
weaknesses, and recognize any poor work habits
that have developed.

Whenever difficulties arise, positive steps by
the leading RP will usually make assigned per-
sonnel feel more at ease. Identification of the
error, negative trend, or weakness, together with
encouragement by the leading RP, will most often
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result in personal growth through trial and error.
Whenever constructive criticism is necessary, it
should be offered in private. Conversely, a good
time to give praise would be at morning quarters
or at an awards ceremony.

PERSONNEL DUTIES.— All RPs are ex-
pected to perform the duties of their rating at their
present paygrade and are responsible for the re-
quirements of all lower paygrades. This is a good
and necessary condition of naval organization, but
it should be remembered that everyone has special
talents and preferences. A good supervisor always
learns what each person likes to do well enough
to put extra effort into the task. Of course, not
all assignments can be made on this basis.
However, if individuals are able to work at the
things they do well and enjoy doing, the quality
and quantity of their work will improve, and the
office morale will improve as well.

Religious Program Specialists will most likely
be required to stand watches outside the office
of the chaplain. This may be particularly true
aboard ship. Fire watches, security patrols,
quarterdeck watches, shore patrol duties, damage
control or fire-fighting teams, and other duties
will be required of RPs from time to time. Also,
RPs (especially those in paygrades E-3 and below)
will be required to perform messman duties, serve
as compartment cleaner, or serve on working
parties outside the department as division officers
may direct.

PERSONNEL TRAINING.— As office
manager, the leading RP should determine what
training and experience assigned personnel have
had as soon as possible.

One of the requirements of the office staff,
and particularly the leading RP, is to establish a
training program. A much more effective train-
ing program can usually be developed if each staff
member is given the opportunity to offer
suggestions as to the training needed. In this way,
it will be a group effort, and each person will have
made a contribution to the total training program.
It will also be necessary to maintain training
records. Chapter 10 of OPNAVINST 3120.32,
Standard Organization and Regulations of the
U.S. Navy (SORM), should be checked to deter-
mine the proper procedures for maintaining train-
ing records.

Since transfers, leave, or hospitalization would
necessitate changes of personnel within an office,
a good manager will occasionally rotate assigned
personnel in the various jobs. This is a vital step

in preventing office routine from breaking down
when a key person is absent. This practice will
also give individuals an insight into the way each
task contributes to the overall operation of the
office. The leading RP should be prepared for the
unexpected by cross-training personnel so
that they are able to replace each other and,
should it become necessary, be able to assume
temporarily the responsibilities of the leading RP.

Office Organization and
Office Facilities

Personnel should have a clear understanding
of their job assignments and the authority
commensurate with each job. Co-workers may be
required to help each other from time to time, and
personnel may need to be reassigned if the work
load changes substantially.

If a new office is being set up, immediate
decisions will have to be made regarding
assignments. In an office already in operation,
very few changes may need to be made in duties
until the leading RP has been in charge for some
time and has become thoroughly familiar with the
operation of the office.

One method that has proven to be quite
effective in ensuring that each individual clearly
understands the job description is to “put it in
writing.” A written job description for each
person in the office will ensure that all personnel
are fully cognizant of their responsibilities.
Written job assignments will also contribute to
a smooth and orderly transition when an
individual is relieved or rotated to another assign-
ment. In addition, it will assure that those tasks
that must be performed on a regular basis are not
overlooked. In most instances, a formal memo-
randum is not necessary to establish the re-
quirements of a particular job; a list of those tasks
that are required by that job is usually sufficient.
The list should be placed on the desk leaf of the
desk where the work must be done. The leading
RP should also keep a copy of the list so that it
can be referred to, if necessary.

When duties are being assigned, it is best to
give similar or related tasks to the same person.
The proper combination of duties speeds up
operations by eliminating wasted motion, and it
can also improve accuracy. The work load should
be divided as fairly as possible. Past experience
and various studies indicate that an uneven work
load lowers morale and thereby decreases office
productivity. There may be times when a person
seems to be overloaded, but closer observation
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may reveal that the individual needs some
guidance in organizing the work. On the other
hand, the work load of another individual may
have gradually increased to the point that present
duties are completely out of line with the original
assignment. In such cases, the work assignments
must be reviewed and adjusted to ensure equity of
assignments and the timely completion of the work.

As office manager, the RPC or RP1 may have
an opportunity to help arrange the office. When
planning and carrying out the layout of the
office, the manager must be concerned with the
work flow and personnel as well as the office
equipment. Personnel and equipment should be
arranged in the office in the manner that permits
the following advantages:

l

l

l

l

l

l

l

Effective supervision

Adjacent location of personnel perform-
ing similar functions

Location of personnel who have the most
frequent visitors near entrances and ser-
vice areas

Maximum comfort for both staff members
and visitors

Easy access to files, duplicating equipment,
and communications equipment

Good lighting and ventilation

Clear passages

Additionally, it is important to remember that
the appearance of the office reflects the caliber of
work being accomplished by the office force; there-
fore, the following practices should be employed:

l

l

l

l

Office spaces should present a neat and
uncluttered appearance.

Personal belongings, such as articles of
clothing, stereo tapes, and paperback
books, should be stored in closet spaces
out of sight.

Desks should be kept free of excess papers
or supplies.

File baskets should be well organized and
emptied frequently.

located so that the entire office is in full view. This
will enable the manager to be aware of what is
going on in the office at all times without
interrupting the work in progress.

The office of the chaplain should be readily
accessible to people who seek help or information
from this source. Placing the desk of the leading
RP or assistant supervisor near the entrance to
the office can provide support in this area.

If there are two office spaces, the RP manager
should consider locating assigned personnel in one
room and the supplies, duplicating machine, and
other frequently used equipment in the other. This
arrangement will eliminate the need to call back
and forth between offices and will make supervi-
sion easier. Another advantage of such an
arrangement is that noisy jobs, such as dupli-
cating, will not disturb the regular office routine.

Office arrangement is an area in which there
is often room for improvement. It may be
apparent from even casual observation that an
office has been laid out with little regard for the
tasks to be performed. One room may be over-
crowded, while in another, space is being wasted.

Good planning will result in efficient use of
space and manpower. Therefore, a great deal of
attention must be given to the mission of the
office, the work flow, and the duties of personnel
when office arrangement is being planned. If the
office of the chaplain is not functioning properly,
a relocation of personnel and equipment could
improve the overall operation.

Time

The one basic management resource that is
perishable and can never be replaced is time. In
order to manage time effectively, an office
manager must do a great deal of planning.
Effective management of time involves establish-
ing priorities, delegating work properly, clearly
defining individual jobs, and ensuring that good
working conditions and equipment are provided.
Two tools that are effective in the management
of time are wise planning and the proper assign-
ment of priorities.

PLANNING.— The question is often asked,
“Why is there never enough time to do the job
right but always enough time to do it over?” No
one knows who first asked this question, but it
is one worth considering. The time and effort
devoted to planning will pay large dividends later
in terms of time and effort saved.

To plan properly, a person must first have
accurate information about both the present and
past working systems. When a new assignment is
undertaken, the person often makes changes
before understanding how the current system

If possible, the manager’s desk should be

3-3



works. When a person is new in an assignment,
many things that are done may appear strange and
some may even seem to be pointless. However,
a wise manager will not react to first impressions
but will study the situation before making sweep-
ing changes. The reasons for performing a task
in a particular fashion maybe seen as sound once
the total system has been studied and is
understood.

Planning must be flexible because sometimes
the best of plans have to be revised. If a devised
system fails to work as efficiently as it should,
a change may be in order. The alert supervisor
monitors the system to see whether the plan is
working, and makes adjustments if necessary. An
efficient supervisor also watches for changes in
function, personnel, or working conditions and
modifies the system to meet the changing situa-
tion. A practice should not be continued just
because “it has always been done that way.” If
it is clear that there is a better way to complete
a project, then the necessary changes should be
made.

If plans are realistic and carefully prepared in
detail, it will be easier to implement them.
Chaplains will find such plans easier to under-
stand and will be more likely to approve them.
Office personnel will also find them easier to carry
out.

While the supervision of others is clearly
a managerial function, all supervision involves
the wise use of time. The RPC or RP1 cannot
“look over the shoulder” of all assigned
personnel all the time. The wise supervisor
will ensure that assigned personnel are time
conscious and that the work load is planned
to ensure the most time-efficient operation
of the office of the chaplain.

PRIORITIZING.— Establishing priorities for
the tasks to be performed will help ensure that
staff members fulfill their primary responsibilities.
It will further enable the leading RP and assigned
personnel to meet deadlines and will make it easier
for everyone to complete all tasks in a timely
manner.

The work to be done in the office of
the chaplain should be divided into categories,
and priorities should be established. The
office work might be divided into the following
categories.

Priority I. This is work that should be
completed daily. For some of these tasks
there is little or no opportunity to calculate
in advance the amount of time or work that
will be required to complete them; therefore,
advance preparation is not possible. Priority I
tasks may include typing correspondence,
posting office receipts, processing incoming
and outgoing mail, routing messages, and super-
vising working parties.

Priority II. This is work in which advance
preparation is possible. Most of these tasks have
established deadlines. Priority II tasks may
include procuring and stowing office supplies,
scheduling training, and preparing reports.

Priority III. This is work of a routine nature
that can be accomplished as time permits. Priority
III tasks may include filing correspondence and
reports and entering changes to publications.

The examples given above may not necessarily
be the priorities every leading RP will establish.
The priorities of a particular office will be deter-
mined in large measure by local operations. When
establishing priorities, the leading RP will have
to bear in mind the requirements that the
command chaplain will place on the office.

Money

Each fiscal year (FY), Congress allocates a
certain amount of money for command opera-
tions. The command will designate a specified
amount for functions of the Command Religious
Program (CRP). The RPC or RP1 will assist the
chaplain in the formulation of the budget and the
management of the CRP allocation. Financial
management of the CRP will be covered in depth
in chapter 4 of this manual.

Materiel

Appropriated funds will be available each FY
with which to buy materiel necessary for the
operation of the CRP. Some supplies, such as
chaplains’ vestments, may last many years; con-
sequently, control of these items should be
relatively simple. Other materiel, such as office
supplies, are consumables that may need to be
restocked often and, therefore, require rigid
control by the RPC or RP1. RP 3 & 2, module
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2, Logistic Support and Financial Control,
NAVEDTRA 287-02-45-81, covers financial
control and logistic support in detail.

DAILY OFFICE ROUTINE

Receptionist duties are discussed in detail in
chapters 5 and 6 of RP 3 & 2, module 1, Personnel
Support, NAVEDTRA 287-01-45-82. Several
specific duties are addressed in this section as
responsibilities that pertain to all RPs.

Facilities Usage Schedule

One responsibility of the RP is to maintain a
facilities usage schedule. This schedule is main-
tained to ensure that scheduling conflicts do not
occur. Since facilities used by the Command
Religious Program are available to all command
personnel and their dependents, these facilities are
much in demand. Use of the facilities is usually

granted on a first-come-first-served basis.
Although some events will necessarily take
priority, arrangements for special religious ser-
vices and observances should be made well in
advance. It is the duty of the RP to maintain a
record of all activities scheduled in the CRP
facilities. Figure 3-1 shows a typical chapel
facilities usage schedule for 1 month.

Watch Log and Master
Locator Board

The logbook is used by the duty RP to record
daily happenings during the operation of the
office of the chaplain. Such events as the daily
worship services, visitors to the office, and
important or emergency message traffic are but
a few of the items that may be logged. The
command chaplain will provide additional
guidance in this area.

Maintenance of the master locator board is
very important. Since the chaplain must be

Figure 3-1.—Chapel facilities usage schedule.
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available for emergency calls on very short notice,
it is necessary to know where he can be contacted
at all times. The best way to accomplish this is
to continually update the master locator board
(fig. 3-2). A small piece of Plexiglas and a grease
pencil can be used for this purpose.

File of Referral Sources

Navy members and their dependents who are
experiencing difficulties may not always turn
immediately to the office of the chaplain for
assistance. As a result, a problem may be quite
serious and the aid of certain professionals may
be necessary by the time the chaplain is contacted.
A locator file of referral agencies should be main-
tained by the RP. These agencies may include the
American Red Cross, fire and police departments,
base or area medical facilities, local churches and
members of the clergy, the poison control center,
and the local crisis “hotline.” The RP should
review and expand this file of referral sources on
a continuing basis. The chaplain may direct the
RP to assist in making a referral for visitors to
the office.

Crisis or Emergency Calls

Since handling emergencies may be a part of
the RP’s routine, the ability to work calmly under
pressure is an important qualification. A visitor

or caller who is upset may become even more so
if the RP appears nervous or hesitant. However,
the RP who makes the visitor or caller feel at ease
and welcome may help the person approach the
problem more rationally. Teaching subordinates
to work calmly under pressure is part of per-
sonnel management. The leading RP can offer
guidance regarding the following basic
procedures:

1. Act in a caring and courteous manner
toward a caller or visitor experiencing a crisis

2. Alert the chaplain or co-workers when
dealing with a possible suicide attempt, bomb
threat, or other similar emergency

3. Know the location of the chaplain at all
times and be able to make contact quickly

Office Files

Detailed information pertaining to maintain-
ing the Command Religious Program (CRP) files
and records can be found in chapter 3 of RP
3 & 2, module 3, Administration, NAVEDTRA
287-03-45-83.

NAVAL DIRECTIVES

In order to standardize policy and regulate
operations, the Navy has developed directives and

Figure 3-2.—Locator board.
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continuously revises them, as necessary. Naval
directives convey policies, procedures, and infor-
mation through the Navy Directives Issuance
System. Some directives pertain to every member
of the Navy, while others pertain only to a
particular command or to a certain geographical
area. Still others address a particular mission,
idea, or goal.

INSTRUCTIONS, NOTICES, AND
CHANGE TRANSMITTALS

Three types of naval directives are used in the
Department of the Navy: instructions, notices,
and change transmittals.

Instructions

An instruction is a Navy directive having
continuing reference value or requiring continu-
ing action.

An instruction must be issued when one or
more of the following elements apply.

l

l

l

l

l

l

l

l

l

Regulates or is essential to effective
administration

Establishes policy

Delegates authority or assigns respon-
sibility

Establishes an organizational structure

Assigns a mission, function, or task

Initiates or governs a course of action or
conduct

Establishes a reporting requirement

Establishes a procedure, technique,
standard guide, or method of performing
a duty, function, or operation

Changes, supersedes, or cancels another
instruction

Notices

A notice is a Navy directive issued for a brief
duration. It normally remains in effect less than
6 months, but is not permitted to remain in
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effect longer than 1 year. A notice serves one or
more of the following purposes:

l Requests comment, approval, or infor-
mation

. Directs the routine execution of established
operations, such as matters pertaining to in-
dividual personnel actions or special shipments
of material

o Makes informative announcements, such
as education or promotion opportunities, recrea-
tional activities, work improvement plans,
suggestions for morale building, changes in
office locations, or telephone extensions

Change Transmittals

A change transmittal is the medium used
to transmit changes to an instruction or,
under extenuating circumstances, a notice.
Each transmittal describes the nature of the
changes issued and gives directions for in-
corporating the changes.

DRAFTING DIRECTIVES

When directives are issued by a higher echelon,
local commands can issue a directive amplifying
the information for application at the local
command level. For example, on 14 December
1983, the Secretary of the Navy issued an instruc-
tion designated SECNAVINST 1730.7. This
instruction deals with the Responsibilities for
Religious Ministries in the Navy. The Chief of
Naval Operations then issued an instruction,
OPNAVINST 1730.1A, dated 5 November 1984,
which amplified SECNAVINST 1730.7 and paved
the way for implementation of the parent
directive throughout OPNAV. In turn, sub-
ordinate commands, to which the parent direc-
tive applies, should draft their own instruction
based on guidance from their chain of command,
thereby implementing SECNAVINST 1730.7 at
the local command level.

The RPC or RP1 may be tasked by the
command chaplain to draft directives pertain-
ing to the CRP that reflect directives from
higher authority. When so assigned, the RPC
or RP1 should read carefully the governing
directive before drafting the command directive.
This will ensure that the amplifying informa-
tion is clearly defined for implementing the
governing directive.



FILING DIRECTIVES WEEKLY ATTENDANCE
STATISTICS REPORT

After directives have been received and routed,
they should be filed according to consecutive SSIC
numbers and series indicators. Change trans-
mittals are incorporated into the directives to
which they pertain. Instructions, notices, local
directives, Marine Corps orders and bulletins are
all filed separately. Another rule for filing direc-
tives is that they are filed in order of seniority of
the issuing authority; for example, SECNAV,
OPNAV, CINCLANTFLT, and so forth.

REPORTS

As significant events occur, and/or on a
periodic basis, commands throughout the Depart-
ment of the Navy must make reports to higher
levels of command. Reports made to seniors are
a primary avenue by which command and
control are administered.

The command chaplain must submit reports
that convey information about the Command
Religious Program. The RPC or RP1 will be
responsible for assisting the command chaplain
in the submission of various reports.

One effective way to ensure that reports
are submitted in a timely manner is to establish
a tickler file of reports due. This file documents
the date the report is due to be submitted,
the proper form(s) to be used, the person
responsible for signing the report, the person or
activity to which the report is to be addressed, the
person(s) who are to receive a copy, and so forth.
The RPC or RP1 should check this file daily to
ensure that all reports are submitted for signature
far enough in advance to allow for corrections.
The following is an example of a typical reports-
due file.

REPORTS-DUE FILE

MUSTER REPORT

TO: DIVISION OFFICER
DUE DATE: 0800 DAILY
FORM USED: MUSTER REPORT - LANTFLT 1080/1
SIGNATURE: DIVISION OFFICER (DUTY ADMIN

ON WEEKENDS AND HOLIDAYS)
ADDRESS: PERSONNEL OFFICE

TO: CHAPLAIN
DUE DATE: FIRST WORKING DAY OF EACH

WEEK
FORM USED: GENERAL RECORD
SIGNATURE: RPC BYRD
ADDRESS: COMMAND CHAPLAIN

QUARTERLY STATEMENT OF
OPERATIONS AND NET WORTH

TO: COMMANDING OFFICER
DUE DATE: 31 DEC, 31 MAR, 30 JUN, 30 SEP

EACH YEAR
FORM USED: LOCALLY PREPARED FORM
SIGNATURE: RELIGIOUS OFFERINGS FUND AD-

MINISTRATOR (ORIGINAL COPY)
ADDRESS: COMMANDING OFFICER (ORIGINAL

COPY)
COPY TO: CRP FILES/COMMAND CHAPLAIN/

RELIGIOUS OFFERINGS FUND ADMIN-
ISTRATOR/RELIGIOUS OFFERINGS
FUND SUB-ACCOUNT CUSTODIANS/
CHAPEL BULLETIN BOARD

As with all correspondence prepared for
signature, the RPC or RP1 should proofread
all reports before submitting them for signa-
ture. The tickler file may not be suitable for
every situation, but leading RPs should de-
vise some method of calling attention to reports
due.

COMMAND RELIGIOUS PROGRAM
(CRP) PUBLICATIONS

Ships and stations throughout the Department
of the Navy usually have a centralized ad-
ministrative office where command directives and
general publications are stored. The office of the
chaplain is usually detached from such ad-
ministrative offices, but publications are usually
available to RPs for use in the office of the
chaplain.

Information concerning CRP publications is
provided in RP 3 & 2, module 3, Administration,
NAVEDTRA 287-03-45-83. It should be noted
that a copy of each command publication need
not be kept in the office of the chaplain. However,
RP staff members should have at least a general
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knowledge of most administrative publications
and be able to refer to them should the need arise.

PUBLICATIONS STOWAGE

Command Religious Program publications
should be stored in accordance with classification
regulations in effect throughout the Navy. Most
CRP publications are unclassified and can usually
be stored openly within the office of the chaplain.
However, care should be taken to ensure that the
publications are not misplaced. Lending pub-
lications is not a good policy and should be
avoided; however, if publications must be lent,
the duty RP should ensure that the person who
borrows the publication completes a GSA Form
23 (Chargeout Record). This record should be
retained by the office of the chaplain until the
publication is returned.

PUBLICATION CHANGES

Quite often, information contained in publica-
tions becomes invalid, outdated, or otherwise
obsolete and must be updated. Usually changes are
limited to one or two pages, or the change may
affect only one sentence. Since it would not be
cost effective to reprint the entire publication each
time a minor change is ordered, pen-and-ink
changes or page changes will most often suffice.

Pen-and-Ink Changes

Publication changes involving only a word or
two are called pen-and-ink changes. This type of
change transmittal is sent out via message. The

change will be identified by noting the publica-
tion, chapter, page, paragraph, and line affected.
For example, if the Secretary of the Navy deter-
mined that the following change was necessary to
the wording of SECNAVINST 5210.11, the
change would be issued as follows:

SECNAVINST 5210.11 (Change 1)

From:

To:

Subj:

1. Page 1,
the Navy”

Secretary of the Navy

All ships and stations

Department of the Navy File
Maintenance Procedures and
Standard Subject Identification
Codes (SSIC).

par. 3, line 4, change “Department of
to read “Navy Department.”

2. This change is effective upon receipt.

A. B. SEA
Secretary of the Navy

After the pen-and-ink change has been
entered, a notation should be made on the record-
of-changes page, which is usually located in the
front of the publication near the table of contents.

Page Changes

When major changes need to be made to a
page of a publication, a page change is issued.
In this case, the corrected page is simply inserted
in place of the old page. This change should also
be recorded on the record-of-changes page as
previously stated. Figure 3-3 shows a sample
record of changes.

Figure 3-3.—Record of changes.
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Superseded or Revised Publications

When a great number of minor or major
changes are necessary to a publication, it may be
either completely revised or superseded by a new
publication. In such cases, either an entirely new,
revised publication or requisition instructions for
ordering the new publication will be forwarded
to all applicable commands. Procedures for
disposal of superseded publications are delineated
in SECNAVINST P5212.5, Disposal of Navy and
Marine Corps Records.

PUBLICATIONS CORRECTIONS
PETTY OFFICER

The leading RP should appoint an RP2 or
RP3 as publications corrections petty officer. At
least semiannually, the leading RP should review
and check publication changes entered to ensure
CRP publications are complete and current.
Additionally, the administrative officer periodi-
cally receives a listing of instructions, publica-
tions, and directives in effect, including series
indicators and effective edition indicators. This
list can be used by the RPC or RP1 to further
ensure that the publications in the office are kept
up to date.

LIBRARY OPERATIONS

The Command Religious Program can be a
major contributing factor to the morale of
personnel who are at sea for extended periods of
time. One way to help maintain high morale is
to provide a well-stocked shipboard library.
Religious Program Specialists are tasked with the
operation and maintenance of the shipboard
library. The commanding officer may appoint the
chaplain or the senior RP aboard as library
officer responsible for operating and maintain-
ing the library. The library officer has the follow-
ing responsibilities:

Assign and train personnel to function as
librarians

Receive, inventory, record, catalog, and
shelve new books

Update the library collection on a
continuing basis

Maintain library spaces
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. Encourage the use of the library by
publicizing hours of operation and new
books received

Detailed procedures for the operation of the
library at sea may be found in chapter 8 of
Religious Program Specialist 3 & 2, module 1,
Personnel Support, NAVEDTRA 287-01-45-82.

NAVAL COMMUNICATIONS

In the Navy, all written material, such as
letters, documents, publications, charts, and
messages addressed to or sent from a command,
is considered to be official correspondence.
OPNAVINST 3120.32, Standard Organization
and Regulations of the U.S. Navy, contains
detailed information concerning official corre-
spondence.

Official naval correspondence is prepared in
naval format, using the Department of the
Navy Correspondence Manual, SECNAVINST
5216.5C. The standard naval letter format is also
used to correspond with certain agencies of the
United States Government, especially those within
the Department of Defense. Some civilian
agencies that correspond extensively with the
Department of Defense have adopted the naval
format.

Most official letters addressed to persons out-
side the Navy are written in business form,
including those dealing with matters relating to
individuals and those written to civilian firms and
to government officials or agencies that have not
adopted the naval form.

Since the Command Religious Program is a
command responsibility, all correspondence
relating to it and involving the Navy in an official
way is considered to be official correspondence.

In the following section, the drafting of pro-
fessional and pastoral correspondence as well as
messages will be discussed.

DRAFTING LETTERS

The basic principles of preparing naval letters
can be applied to all forms of official naval
correspondence, including directives.

A letter will be more effective if it is carefully
planned. An outline, or perhaps some brief notes,
will enable the writer to ensure that all ideas
intended to be conveyed have been included and
arranged properly in the letter.



Letter Purpose

Planning should begin with a clear purpose.
The first step in letter preparation is a clear
understanding of the objective(s) of the letter.
Identifying the subject will help to clarify the
purpose and furnish guidelines as to what should
be included in, or omitted from, the letter.

It is possible for a letter to deal with more than
one subject, but this is not advisable in most
instances unless the subjects are very closely
related. A reply on one subject may be prepared
in hours, whereas days or weeks may elapse before
an appropriate answer can be given on another
subject. Therefore, if both subjects are covered
in the same letter, unnecessary delay in obtain-
ing a response to one item may result. Further-
more, correspondence may be addressed to more
than one department, officer, or agency, and
confusion among addressees may result as to
which subject should be addressed first.
Therefore, writing several letters to the same
addressee on the same day would be better than
preparing one letter with multiple subject lines.
Some common purposes of letters are listed
below.

. To request permission or authorization to
act

. To request that an action be taken

. To convey information or instructions

. To reply to letters received

While not every letter the RP drafts will fall
into one of these categories, they will serve to
illustrate how to plan a letter. For instance, when
the purpose is to request something, the request
should be definitely and clearly stated. Usually
there also should be a statement as to why the
request is being made and any additional explana-
tions or suggestions that are required or
appropriate. When a letter is written in reply to
one that was received, the receipt is acknowledged
either by citing the letter as a reference or by
acknowledging the receipt in the body of the reply.

Organizing the Letter

The order in which the various parts of the
letter are arranged should be planned with the
reader in mind. A letter of request, for instance,
may begin with the request itself, followed by an

explanation as to why the request is being made.
Sometimes, however, it may be clearer to the
reader if the letter begins with a discussion of the
situation and leads up to the request. A letter of
reply frequently begins by acknowledging the
letter received. When assembling the letter, the
RP should (1) see the body of the letter as a
succession of units; (2) arrange these units in the
most satisfactory order; (3) complete each unit
before moving on to the next; and (4) maintain
continuity by providing transition from one unit
to another.

In letters of average length, each important
unit may be one paragraph, although there is no
rule about this. For example, an explanation of
various steps of a procedure may be presented
more effectively by devoting a paragraph to each
step. Some letters, on the other hand, may be so
simple that the entire letter may consist of only
one paragraph. Just as each letter has a subject,
it follows that each paragraph should cover a topic
or subtopic. Each paragraph should be structured
so that one idea leads naturally to another, and
one paragraph leads to the next. In the case of
long letters, the final paragraph may be a
summarization of the letter.

Choice of Words

Choosing the right words is an important step
in writing. The best words are those that are
precise in meaning, are suited to the intended
reader, and are as short, simple, and direct as
possible.

One mistake that writers often make is using
a word that sounds or looks like the correct word.
For example, “the chaplain was appraised of the
situation. . .” It probably would have been bet-
ter in the first place simply to have said, “The
chaplain was informed as to the situation. . . .”
But in any event, the writer should have known
that “to tell” is to apprise,  whereas appraise
means to evaluate.

The writer should be able to distinguish
between the following words: affect and effect;
eminent and imminent; counsel and council; adapt
and adopt; principal and principle; capitol and
capital. These words may be perceived as spell-
ing problems, but the writer must also be aware
of the meaning of a word in order to use it
correctly. If the meaning or spelling of any word
is not clear, the writer should consult the
dictionary.

Some examples of words that are fre-
quently misused are listed below with tips
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to help you remember the proper usage of each
word.

PRINCIPAL means MAIN or the main one— —

The principal of the school
Payment of principal and interest
The principals in the play have the main

roles
The principal objections to the plan are. . .

PRINCIP LE  means RU LE or theory

The principles of democracy
We understand it in principle

In choosing between princip al and principle,
remember—if the word main could be substituted
for principal, then principal is the correct word.
If the word r u l e could be substituted for

principle,  then principle is the correct word.
This pattern may not be true in every instance,
but it is a good way to remember the difference.

From words that are related or similar in
meaning, the discriminating writer will select the
one that best suits the purpose of the letter. The
words obtain, procure, and secure can serve as
an example. Obtain is the more general term.
Procure has, in the Navy, a specific connotation
of obtaining material through official channels
and by approved supply procedures. Secure
is often used incorrectly for obtain or procure.
Its specialized Navy use, meaning to fasten
something down or make it firm, is the correct
clue to its general meaning. While the words fewer
and less seem much alike in meaning, fewer
describes number, and less describes quantity
“fewer AWOL cases”; “amp drawing less water. ”

In choosing words, always keep in mind the
person for whom the letter is intended. For
example, when a letter to a senior command is
being prepared, “Attention is invited” is used
rather than “Attention is directed”; and “it will
be appreciated if. . can be maintained” is used
instead of ‘‘. . shall be maintained. ”

A directive addressed to all hands should be
written in language all can understand. This
means that the words chosen must be meaningful
to all hands. The following sentence is an
example of a simple idea stated in a very
complicated manner: “Having cognizance of our
rigid operating schedule, the commanding officer,
in an attempt to ameliorate morale, is en-
deavoring to ascertain the proclivities of those
personnel who are encountering difficulty. . .”

The following sentence is the same idea
stated more simply: “Being aware of our

strict operating schedule, the commanding
officer, in an attempt to boost morale, is trying
to determine the nature of those difficulties
personnel are encountering.”

Paragraph Organization

A well-written paragraph has unity, which
means that the ideas it contains are closely related
and are arranged so that they develop a single
topic or subtopic of the general subject. In
modern official letter writing, the tendency is
toward short paragraphs for the sake of read-
ability. This requires not only that all unnecessary
verbiage be pared away, but also that the subject
matter be carefully organized and subdivided.

THE TOPIC SENTENCE.— A fairly long
paragraph is frequently made more effective if
introduced by a topic sentence. Such a sentence
makes a general statement that is developed in
greater detail in the remainder of the paragraph. A
topic sentence need not stand at the beginning of a
paragraph; in fact, it is possible to have a well-
written paragraph with a topic sentence in the
middle or at the end. In naval correspondence, the
topic sentence is less likely to be placed in the
middle of the paragraph. If placed at the end, it
becomes a summary—a very useful device for
pulling the paragraph together and leaving a strong
final effect. However, the topic sentence at the
end of a paragraph is not used extensively in naval
letters and directives. A summary paragraph for
an entire letter is sometimes appropriate.

ORDER OF SENTENCES.— A well-
organized paragraph has its various ideas
introduced in an orderly sequence. This sequence
may be place order, chronological order, logical
order, or order for emphasis. All four have the
same purpose—to lead the reader along the
desired path with a minimum of backtracking or
skipping about, and thereby leave the reader with
a clear, strong impression of what the writer is
trying to convey.

PLACE ORDER is used for descriptions. The
following description was taken from the report
of a shipboard accident.

During preparation for the transfer of
fuel, seven sections of 2 1/2-inch hose were
connected and rigged between a Navy
cargo ship and a fuel oil barge. The hose
passed through a hold of the ship in which
there were several light fixtures of the type
designed for use with globes and
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guards. The globe and guard were miss-
ing from one light fixture, so the light bulb
was unprotected. One hose tender was sta-
tioned in the hold and another stood out-
side at a hatch that opened into it.

Notice that the writer begins with the rigging
of the hose between the two ships. Then the reader
is led inside the hold of the cargo ship and can
picture the situation there. Finally, the positions
of the two men involved in the accident are given.

The next two paragraphs of the accident report
illustrate the use of CHRONOLOGICAL
ORDER to narrate events and to explain the
various steps involved.

Upon signal to commence the transfer
of fuel, a pump was started on the barge,
and pressure was applied within the hose.
A section of hose in the cargo hold rup-
tured; the hose whipped with great force,
and struck, and broke the unprotected
light bulb.

Arcing from the filament of the broken
bulb ignited combustible vapor and caused
a flash fire which, although extinguished
within a short time, severely burned both
men. The man who was stationed inside
the hatch died approximately 3 weeks
later.

Note the amount of concrete detail in both the
description and the narrative. This is a condensed
report. The original probably had much more
detail, such as the names and hull numbers of the
ships, the number of the cargo hold, and the
names and rates of the accident victims.

Another example of chronological order taken
from a Navy directive provides guidelines for
USN-R and USNR-R(TAR) personnel who are
requesting conversion to the RP rating. In this
case, procedures in which time frames are
important are involved.

Those USN-R applicants who are
approved for conversion to the RP rating
must agree to recall to active duty for 24
months with the regular Navy on the date
of conversion. Assignment of USNR-R
(TAR) applicants approved for conversion
to the RP rating will normally be delayed
6 months to allow NAVRESPERSCEN to
program a relief. Therefore, such per-
sonnel must incur sufficient active
obligated service to cover a 24-month
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general assignment in addition to the
probable 6-month delay.

When the above eligibility criteria are
met, USNR-R applicants will submit
a NAVPERS 1306/7 to Commander
Naval Military Personnel Command
(NMPC-483) via their commanding
officer. The back of the form and/or at-
tached sheets should be used to cite past
experience and special qualifications. The
request must contain a copy of an ap-
propriate Administrative Remarks/
Page 13 entry and an interview by a Navy
chaplain.

When there are many steps to be covered, it
is often desirable to present them in tabulated
form rather than in a paragraph. When this is
done, the steps are usually designated by letters
or numbers as appropriate.

In the example below, the ideas are arranged
in LOGICAL ORDER, leading to a conclusion
in the final paragraph.

Most people, no doubt, have thumbed
through a mail-order catalog and have
been impressed with the number of items
available. Tools, clothes, toys, drugs,
stationery, and all sorts of household
appliances and general supplies are
available. Actually, the largest catalog
carries around 100,000 different articles.

Compare this 100,000 with the range of
items required by the Navy. In our cata-
logs we carry some 1,200,000 items—more
than 10 times as many as can be found in
the largest commercial catalog. The Navy
supply system carries everything from
missile parts to brooms, from electronic
parts to potatoes, from uniforms to
medicines.

More than 20 million items are issued
by the Navy each year. To meet these
demands, the Navy carries an inventory of
around $5.5 billion.

In other words, within the total defense
supply operation, the Navy portion alone
is big business. Measured in terms of
dollars, it is twice as large as the entire
General Motors industrial complex.

This example demonstrates several things. It
shows how facts can be advanced to support a
conclusion. In this case, the conclusion that the
Navy supply system is big business is supported



by evidence of (1) the range of items carried, (2)
the volume of supplies issued, and (3) the size of
the inventory. This is also a good example of the
use of comparison (Navy supply system catalog
compared to a commercial mail-order catalog) to
help the reader visualize the facts offered.
Emphasis is heightened in paragraph three by the
contrast presented in parallel structures. The final
paragraph sums up the information presented in
the preceding paragraphs and states the con-
clusion drawn from the evidence.

Time-honored rules of rhetoric have estab-
lished that for emphasis, an item should stand first
or last. This has been regarded as true whether
one is speaking of the sentence, the paragraph,
or the piece of writing as a whole. When we think
of ORDER FOR EMPHASIS, we have this
principle in mind. Whether the items placed first
and last are remembered longer is open to some
question, but either position certainly gives them
emphasis at the moment. Which of the two posi-
tions offers the greater emphasis depends upon
the individual situation. The important thing for
the writer to remember is that position is a device
for gaining emphasis.

STANDARD NAVAL LETTERS

Information regarding the format, typing, and
mailing procedures for the standard naval letter,
joint letter, multiple-address letter, speedletter,
and memoranda can be found in the Department
of the Navy Correspondence Manual, SEC-
NAVINST 5216.5C, and chapter 5 of RP 3 &2,
module 3, Administration, N A V E D T R A
287-03-45-83.

PASTORAL CORRESPONDENCE

Pastoral correspondence stems from the
chaplain’s pastoral relationship with personnel of
the command, their dependents, or civilians.
These letters may be regarded as a written exten-
sion of the oral communication that takes place
between a minister, priest, or rabbi and those who
seek to worship. Such correspondence is addressed
frequently to naval personnel, their families,
civilian clergy, and community social agencies.
Business form is used, and the correspondence is
signed with the chaplain’s own name. The
signature should be followed appropriately by the
identification, “Chaplain, U.S. Navy,” rank, and
corps designation. Pastoral correspondence is
usually private in nature. Care should be taken

by all office personnel to safeguard this privacy.
See figure 3-4.

PROFESSIONAL CORRESPONDENCE

Professional correspondence takes place
between chaplains and relates to matters within
their Chaplain Corps. Business form may be used.

When professional correspondence is ad-
dressed to the Chief of Chaplains, the appropriate
staff chaplain normally receives a copy of the
letter. See figure 3-5.

MESSAGES

While the letter is the form of written
communication most widely used throughout the
world, the message is used more extensively within
the military organization. Communications equip-
ment can be used to electronically transmit
messages to or from virtually any location. A
naval message is used only when information is
of an urgent nature and must be transmitted
rapidly. A message should not be used if the
necessary information or directive can be sent by
some other means, such as letter mail, and still
reach its destination in time for proper action to
be taken.

General Style

Naval messages are prepared by following
communication instructions issued by the Chief
of Naval Operations. Details on the drafting of
messages, forms used, and the handling of
messages are furnished by local communication
activities.

Message drafters must include the word
admin in the Message Handling Instructions block
of the DD Form 173. This will indicate the
administrative nature of the message. Nearly all
message traffic handled internally by the office
of the chaplain will be administrative in nature,
except perhaps for messages dealing with serious
injury or death. The main reason for the
categorizing of messages as either ADMIN or
OPERATIONAL is to channel the traffic through
the fleet broadcast so that operational traffic will
usually take precedence. As previously mentioned,
administrative traffic dealing with serious injury
or death will usually be transmitted without delay.
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Figure 3-4.—Sample of pastoral correspondence.
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Figure 3-5.—Sample of professional correspondence.
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Originator, Drafter, Releasing Officer

The originator of a message is the command
by whose authority the message is sent. The
drafter—usually the communications officer or
a department head—is the person who actually
composes the message for release. The releasing
officer authorizes transmission of the message for,
and in the name of, the originator. Usually the
commanding officer is the releasing officer, but

releasing authority may be delegated if the
commanding officer so desires.

Heading

Figure 3-6 shows a copy of DD Form 173. The
RP will not need to fill in all the blocks on this
form, but should know which parts must be
completed and the function of each of them.

Figure 3-6.—Sample DD Form 173.
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The titles of commands or activities depicted
in the heading of messages should be abbreviated
in accordance with the Standard Navy Distribu-
tion List (SNDL), parts I and II. The use of some
abbreviations in the heading, such as ACT
(action addressee) and RR (routine precedence),
is permitted for brevity. It is not necessary to list
the type and hull number after the name of a ship.
However, short titles or abbreviations should not
be used in a message addressed to a member of
Congress, a commercial concern, or another
nonmilitary addressee.

DATE-TIME GROUP.— Although the RP
does not fill in the date-time group block,
knowledge of this information is important.
Messages are identified, referred to, and filed by
the date-time group.

The date-time group (DTG) is expressed in six
digits plus a time zone suffix, a three-letter month
abbreviation, and a two-digit year designation.
The first pair of digits ( 0 5 0102Z JAN 86)
denotes the day of the month, the second pair
(05 01 02Z JAN 86) the hour of the day, and the
third pair (0501 0 2 Z JAN 86) the minute of
the hour. These six numbers are followed by the
time zone indicator, in this case, the capital
letter Z.

Following the time zone suffix is the month,
always abbreviated by three capitalized letters:
JAN, FEB, MAR, APR, MAY, JUN, JUL,
AUG, SEP, OCT, NOV, DEC. The two-digit year
is expressed as 85, 86, and so forth.

Duplicate date-time groups should not be
used by the same originator during any 24-hour
period. Personnel in the communications center,
when about to transmit two or more messages at
nearly the same time, will usually shift the date-
time group up or back a minute or two so that
no two messages transmitted that day will have
the same DTG.

When asking the communications center for a
copy of a message, the RP should refer to it by the
DTG, the subject line, and the originator of the
message. Given this information, communications
center personnel can usually find the message
quickly.

SECURITY CLASSIFICATION.— Specific
details in regard to security measures for han-
dling message traffic are contained in OPNAVINST
5510.1. Department of the Navy Information
Security Program Regulation. Most message
traffic handled by RP personnel is unclassified.
However, all message traffic, whether classified
or unclassified, should generally be handled on
a need-to-know basis. The leading RP should
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caution subordinates to be particularly careful to
ensure the security of all messages.

Precedence

The heading portion of the DD Form 173 con-
tains the PRECEDENCE block, which is usually
completed by the drafter, although it may be
changed by the releasing officer. The precedence
marking assigned is dictated by the subject matter
of the text and the desired delivery time.

There are four precedence categories with
which the RP should become familiar. Each
category has a speed-of-service objective that
indicates the maximum desired handling and
delivery time. These four categories indicate the
following:

. The originator’s desired speed of delivery
of the message

. The relative order of processing and
delivery that the message should receive in the
telecommunications center

. The relative significance that the
addressee(s) should give to the message

The four precedence categories and their appro-
priate procedure signs (prosigns) are given below.

ROUTINE (Precedence prosign R)—This
precedence marking is assigned to those types of
messages that justify electronic transmission but
are not urgent enough to require a higher
precedence. Examples: Messages concerning
normal peacetime operations, programs, and
projects; stabilized tactical operations; plans
concerning projected operations; periodic or
consolidated intelligence reports; ship movements;
supply and requisition; and administrative,
logistics, and personnel matters. Speed-of-service
objective: Within 6 hours.

PRIORITY (Precedence prosign P)—This
precedence marking is reserved for messages that
furnish essential information for the conduct of
operations in progress. Priority is the highest
precedence normally authorized for administrative
messages. (Exceptions are messages reporting
death, serious illness, or serious injury. These may
be assigned Immediate precedence.) Examples:
Situation reports on the position of a front where
an attack is imminent or where fire or air
support will soon be placed; orders to aircraft
formations or units to take actions that will coin-
cide with ground or naval operations; immediate
movement of naval, air, or ground forces; weather
observations with surface wind speeds 33 knots



or less; and all oceanographic observations.
Speed-of-service objective: Within 3 hours.

IMMEDIATE (Precedence prosign 0)—Re-
served for messages relating to situations that
gravely affect the armed forces or populace and
require immediate delivery. Examples: Amplify-
ing reports of initial enemy contact; reports of
unusual movements of the military forces of
foreign powers in time of peace or strained rela-
tions; attack orders to commit a force in reserve
without delay; reports of widespread civil
disturbance; and requests for, or directions
concerning distress assistance. Speed-of-service
objective: Within 30 minutes.

FLASH (Precedence prosign Z)—This prece-
dence indicator is reserved for initial enemy con-
tact reports or operational combat messages of
extreme urgency. Examples: Initial enemy con-
tacts; messages recalling or diverting friendly
aircraft about to bomb targets unexpectedly
occupied by friendly forces; warnings of imminent
large-scale attacks; extremely urgent intelligence
messages; messages containing major strategic
decisions of great urgency; and reports of tropical
storms, typhoons, or hurricanes believed to be
previously undetected. Speed-of-service objective:
As fast as possible, with objective of less than 10
minutes.

In addition to the above categories, there is an
EMERGENCY COMMAND PRECEDENCE
(precedence prosign Y), which is limited to use by
the National Command Authority and certain
designated commanders of unified and specified
commands.

Messages that have both action and informa-
tion addressees may be assigned a single pre-
cedence; however, they may be assigned a dual
precedence when a higher precedence is desired for
the action addressee than is desired for the infor-
mation addressees. It is important that the assign-
ment of dual precedence be considered on all
messages with information addressees when other
than Routine precedence is assigned to the action
addressee(s).

Message Text

The text is that part of a message that contains
the thought or idea the drafter wishes to communi-
cate. The text must be clear, accurate, and concise.

Brevity is encouraged, but not at the expense
of accuracy; brevity should be achieved through
the proper choice of words and good writing
techniques. Uncommon phrases or expressions
must not be used to such an extent that
the meaning becomes ambiguous or obscure.

Abbreviations in the text should be limited to
those whose meanings are self-evident or those
that are recognizable by virtue of long-established
usage. The only exception would be for
administrative or technical material in which
authorized abbreviations are used, and persons
familiar with the abbreviations will be the only
ones handling the message. If in doubt, clarity
should never be sacrificed for the sake of brevity.

Incoming Messages and Routing
Procedures

Communications centers process large
amounts of message traffic every day. Copies of
many of these messages will be routed to the
chaplain. American Red Cross messages,
messages concerning events in which the chaplain
participates, general messages to all hands, and
publication correction messages are but a few of
the messages received daily in the office of the
chaplain. The leading P is responsible for
ensuring that a ‘‘message run” to the communica-
tions center is made whenever necessary, but
certainly one should be made at least once each
morning. The leading RP should also monitor all
incoming messages. If anyone in addition to the
chaplain should note or have a copy of the
message, the chaplain will so indicate.

Whenever messages that require a reply are
received, the leading RP must ensure that the
entire RP staff works closely with the chaplain
in rendering a timely response. Also, when the
chaplain has released a very important message,
the leading RP should coordinate with the com-
munications center to determine when the message
was sent so that the chaplain can be notified.

After the chaplain, leading RP, and other
concerned individuals have noted incoming
messages, those that are informative to all hands
should be placed on the ship or station message
board. This message board is usually a clipboard
or binder suitable for holding several messages.
The message board should be read and initialed
daily by RP staff members.

American Red Cross (AMCROSS)
Messages

There are over 3,000 American Red Cross
chapters in the United States, averaging about one
per county. Red Cross chapters are listed in the
white pages of the local phone directory, either
under the heading of “Red Cross” or under the
county government. Whenever an emergency
arises at home, such as the severe illness or death
of an immediate family member, service members
may be notified through the American Red Cross.
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In addition to stateside availability, many military
installations overseas have Red Cross offices.
Figure 3-7 shows a typical AMCROSS message;
figure 3-8 shows the reply.

AMCROSS Messages At Sea

Each Red Cross chapter, regardless of
location, has the capability of linking with
military communications systems in Washington,
D.C. Service members stationed virtually
anywhere in the world can be contacted by

any Red Cross chapter. This is also true of ships
and submarines at sea. A large ship, such as an
aircraft carrier, may handle dozens of AMCROSS
messages per month.

AMCROSS Message Handling and
Follow-up

AMCROSS messages are normally addressed
to the commanding officer or officer in charge,
and usually indentify the member of the unit in
the subject line. Command communications

Figure 3-7.—Sample of AMCROSS message received aboard ship.

Figure 3-8.—Sample of reply to AMCROSS message.
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center personnel routinely make copies of
AMCROSS messages for the office of the
chaplain or executive officer. At this point, the
RP staff is required to take action.

As soon as the service member is informed of
the contents of the AMCROSS message, usually
by the chaplain, the division officer and/or
department head should be informed so that
emergency leave arrangements can be granted by
the command. The RP can speed up this process
by coordinating with the personnel office. A ser-
vice member aboard a ship at sea may not be able
to depart immediately; however, commanding
officers normally will make every effort to get the
individual home as quickly as possible. When
there is a delay in departure, a message will be
sent giving an estimated time of departure and
arrival of the service member.

A tickler file should be constructed for the sole
purpose of handling AMCROSS messages. Copies
of all messages received or sent in this instance
should be kept in a tickler file until after the mem-
ber returns to the command. The chaplain will
usually want to check with the member after the
emergency leave period to ascertain whether addi-
tional help is needed. In some cases the emergency
leave situation may have a serious impact on the
family status of the service member. This situation
at home may necessitate a request for a humani-
tarian transfer or even a hardship discharge from
the military service. The RP staff member may not
be directly involved in such requests, but should be
able to instruct the person as to the procedure to
be followed in such cases. Specific information
concerning the humanitarian transfer is found in
the Enlisted Transfer Manual (NAVPERS 15909),
chapter 18. Details for requesting a hardship dis-
charge are found in the Naval Military Per-
sonnel Manual, Article 3850120. RPs should also
be familiar with chapter 5 of RP 3 & 2, module
1, Personnel Support, NET 287-01-45-82, which
also provides guidance on this subject.

COMMAND RELIGIOUS PROGRAM
EQUIPMENT

The Command Religious Program usually
operates with the basic equipment, such as
typewriters, tape recorders, copy machines, and
audiovisual equipment. In the future, many com-
mands will acquire word processing equipment to
support the Command Religious Program.

Personnel who use assigned equipment must
assume responsibility for its routine maintenance
and cleanliness. However, RP personnel should
not attempt to make major repairs to equipment.

Such simple procedures as adding toner or
paper to the copy machine and changing the type-
writer ribbon are considered normal office func-
tions. Even in carrying out these simple tasks, the
RP should refer to the appropriate instruction
sources for information about routine care of the
equipment.

EQUIPMENT FAILURE/BREAKDOWN

Few pieces of equipment will operate continu-
ously over a long period of time without having
some temporary or permanent breakdown. Most
equipment requires routine maintenance to pre-
vent premature failure and to extend the life of
the equipment.

Equipment has limited or no usefulness if it
is not operating properly. Therefore, every effort
should be made to reduce or eliminate as much
downtime of assigned equipment as possible.

MAINTENANCE DOCUMENTS AND
DOCUMENTATION

In today’s Navy, the proper documentation
of all actions involving the spending of defense
dollars is required. Equipment may range in cost
from a few pennies to several million dollars. The
efficient, safe operation and maintenance of all
assigned equipment is the inherent responsibility
of every military member.

Equipment repair beyond the capabilities or
authorization of the RP staff, or buildings/
grounds upkeep beyond routine maintenance
functions creates the need for maintenance by
others. In such cases maintenance may be con-
ducted by the local public works center (PWC)
or the work maybe consigned to nongovernment
agencies who contract with the Navy. In such
cases documentation of the need for maintenance
must be submitted on appropriate maintenance
request forms.

For example, if aboard ship the space heating
unit in the office of the chaplain becomes inoper-
able, the leading RP should submit an OPNAV
4790/2K to the repair office to request repairs.
Specific guidance for completing each book on
this form is contained in OPNAVINST 4790
series. Figure 3-9 shows a sample OPNAV
4790/2K.

Activities ashore normally use NAVFAC
9-11014/TF-1 as the standard maintenance docu-
ment. Unlike shipboard maintenance and repair,
where crew members perform most of the tasks,
shore activities often depend upon the public sec-
tor for maintenance and repair contracts. Figure
3-10 shows a sample of NAVFAC 9-11014/TF-1.
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Figure 3-9.—Sample of OPNAV 4790/2K (Ship’s Maintenance Action Form).
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Figure 3-10.—Sample of NAVFAC 9-11014/TF-1 (Customer Request).
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The OPNAV 4790/2L is a maintenance docu-
ment that amplifies the OPNAV 4790/2K. Space
is provided for small-scale drawings and blueprint
references or model pictures. Specific instructions
for completion of this form are also contained in
OPNAVINST 4790 series. A sample OPNAV
4790/2L is shown in figure 3-11.

The operation, care, and maintenance of
audiovisual equipment used in the CRP are
covered in chapter 7 of RP 3 & 2, module 1,
Personnel Support, NAVEDTRA 287-01-45-82.

MAINTENANCE ASHORE

At a shore installation, the leading RP should
become familiar with the following management
procedures and be prepared to take the actions
indicated.

. Know about the assigned spaces. Be aware
of the location; room temperature; operation and
safety features and discrepancies of switches,
panels, thermostats, fire alarms, fire-fighting
equipment, heating units, and so forth.

. Work closely with the public works center.
Record the names and phone numbers of a few
key personnel and follow the proper procedures
for effecting maintenance actions and submitting
maintenance documents.

l Conserve energy.

. Consult operating manuals for assigned
equipment and follow stated maintenance guide-
lines.

l Be knowledgeable about all maintenance
documents and documentation procedures.

. Ensure that subordinates are trained and
educated regarding maintenance actions and
documentation.

MAINTENANCE ABOARD SHIP

Aboard ship, the leading RP should become
familiar with the following maintenance pro-
cedures and be prepared to take the actions
indicated.

l Know the location of assigned spaces—
even in the dark. Know where control panels and
switches are located. Be able to locate and operate

damage control and fire-fighting equipment as
required.

. Report equipment discrepancies to the
proper office immediately for repair.

. Ensure that routine maintenance of
assigned equipment is accomplished and docu-
mented.

. Conserve energy. Electrical power pro-
duced by the ship’s generators is a precious
commodity and should always be used wisely and
efficiently. Take care not to overload circuits.

. Consult operating manuals for assigned
equipment and follow stated maintenance guide-
lines.

. Be knowledgeable about all maintenance
documents and documentation procedures.

. Ensure that subordinates are instructed
and trained in maintenance actions and that
documentation of maintenance is performed.

PMS ABOARD SHIP

Aboard ship preventive maintenance is the
order of the day. The old dictum “an ounce of
prevention is worth a pound of cure” applies here.
Just as we care for the engine of our car by fre-
quent oil changes and lubrication, all hands must
apply equal diligence in performing preventive
maintenance on assigned equipment.

To achieve this goal, the Navy has developed
the Planned Maintenance System (PMS). This is
a controlled system that orders periodic main-
tenance actions to be taken on equipment.
Maintenance actions may be ordered daily,
weekly, monthly, quarterly, or maintenance may
be required according to operation schedules, such
as “after 100 hours of operation” or “after
pulling into port.” Generally speaking, the fre-
quency of maintenance actions is determined by
statistics on the effectiveness of PMS in the past.

While the importance of PMS aboard ship
cannot be overemphasized, PMS at shore stations
may be required of RPs as well. Whether at sea
or ashore, RPs should study OPNAVINST 4790,
which contains procedures for conducting PMS.
Volume 2 of this series is particularly helpful.

A particularly vital PMS function aboard ship
is maintenance performed on damage control
equipment. RPs may be assigned as Damage
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Figure 3-1l.—Sample of OPNAV 4790/2L (Supplemental Form).
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Control Petty Officer (DCPO) for their division
or department. If so, close interaction with per-
sonnel of the ship’s repair division (leading Hull
Technician) will be required. Since no one can
predict the day or hour when damage control
equipment will be needed, it follows that damage
control systems must be fully operational at all
times.

PROCUREMENT OF SERVICES OF
AUXILIARY CHAPLAINS,

CONTRACT CHAPLAINS, AND
CLERGY FOR OCCASIONAL

MINISTRIES

Occasionally, when a special religious service,
day of religious observance, or seminar is to be
conducted, the command chaplain may need the
assistance of an auxiliary chaplain. At other times,
the command chaplain may have to be away for
some reason, such as emergency leave or
hospitalization. If this fact is known ahead of
time, then the services of an auxiliary chaplain,
contract chaplain, or clergy for occasional
ministries can be planned and budgeted for well
in advance.

ROLE OF THE COMMANDING
OFFICER

In instances where auxiliary chaplains,
contract chaplains, or clergy for occasional
ministries are needed, the commanding officer
may submit a request for their services. A
Standard Form 171 should be used, together with
an ecclesiastical endorsement of the proposed
auxiliary chaplain by the denominational affiliate.
These documents, along with a personal request
from the proposed auxiliary chaplain, are
forwarded to the Chief of Chaplains for approval.
Figures 3-12 through 3-15 show the four parts of
the Standard Form 171.

PROCEDURES FOR EMPLOYMENT
OF AUXILIARY CHAPLAINS,
CONTRACT CHAPLAINS, AND
CLERGY FOR OCCASIONAL
MINISTRIES

SECNAVINST 1730.3 defines auxiliary
chaplains as members of the clergy appointed by
a commanding officer and approved by the Chief
of Chaplains (OP-09G). Auxiliary chaplains

should be employed only in those situations where
adequate services of Navy chaplains are not
available.

Contract chaplains are members of the clergy
approved by the Chief of Chaplains (OP-09G) to
provide services under a nonpersonal services
contract.

The RP staff may be involved with the
auxiliary chaplain and the contract chaplain on
a limited basis in the following ways.

. When a proposed budget allocation for
services of an auxiliary or contract chaplain is
formulated, the leading RP should assist in the
preparation of the budget.

. The RP staff may assist the proposed
auxiliary or contract chaplain by obtaining the
necessary forms for them and by providing typ-
ing assistance.

Specific details concerning the hiring of
auxiliary and contract chaplains are discussed in
SECNAVINST 1730.3 and in RP 3 & 2, module
2, Logistics Support and Financial Control,
NAVEDTRA 287-02-45-81.

THE RP STAFF AND CIVILIAN
EMPLOYEES

A need may arise for the employment of
civilians in the office of the chaplain. In such
cases, both civilian and military staff members
should work together as a team to accomplish the
mission of the Command Religious Program.
Further guidance in civilian and military work-
ing relationships is contained in chapter 5, “Per-
sonnel Management,” of this manual.

The RP staff may be called upon by the
chaplain to process employment applications of
civilians under the guidance of the local civilian
personnel office. The staff may assist in the
assembly and forwarding of the applications and
the ecclesiastical endorsements. They may also
communicate with agencies on behalf of the
applicant.

GUEST SPEAKERS AND
TRAINING COURSE DIRECTORS

Occasionally, the commanding officer may
invite clergy or other members of the local
community to speak at a religious service or to
direct a command-sponsored religious function.
These special occasions may include a spiritual
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Figure 3-12.—Sample of Personal Qualifications Statement (Standard Form 171)—Page 1.
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Figure 3-13.—Sample of Personal Qualifications Statement (Standard Form 171)—Page 2.
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Figure 3-14.—Sample of Personal Qualifications Statement (Standard Form 171)—Page 3.
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Figure 3-15.—Sample of Personal Qualifications Statement (Standard Form 171)—Page 4.

renewal activity, a weekend retreat, or possibly an
extended training session in religious education. In
some cases these persons may be remunerated for
their services. Personnel should refer to SEC-
NAVINST 1730.3 for additional information.

STATISTICAL DATA ANALYSIS
OF RELIGIOUS SERVICES

Whether services are held aboard ship, at
Navy shore installations, or at Marine Corps
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commands, statistical data should be kept on each requires some of this data. See figure
service conducted. This data can be beneficial in 3-16.
a number of ways.

. Weekly records of attendance and offer-
. The Active Duty Chaplain’s Quarterly ings will give a good estimate of the receipt of

Report,  OPNAV 1730/3, (revised 6-83) future nonappropriated funds.

Figure 3-16.–Sample of Active Duty Chaplain’s Annual Report (OPNAV 1730/3) (Rev. 6-83).
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. The chaplain can determine where efforts
need to be concentrated in order to enhance
layperson participation in the Command Religious
Program (CRP).

. Charts and graphs based on attendance
data can show at a glance the amount of progress
being made within the CRP; problems can be pin-
pointed, and successes noted.

. The leading RP is responsible for pro-
curing and compiling statistical data for all
services conducted.

. At shore installations, if present spaces are
inadequate to house CRP activities, and a
construction request is to be submitted through
the chain of command, weekly statistics would be
necessary to establish credibility for the request,

. Statistics can help to justify an increased
CRP budget. For example, if the CRP ashore has
$4,000 allocated to sponsor the first annual
Vacation Church School at the installation chapel,
and on the second day uses up the entire alloca-
tion issued because of unexpected participation,
this statistical data would indicate the need for
an increased allocation of funds.

APPOINTMENT AND DESIGNATION
OF LAY READERS

The Command Religious Program is designed
for the spiritual benefit and morale building of

all command personnel as well as their
dependents. The voluntary contribution of the
time and talent of laypersons will help make the
CRP a success.

Article 5810150 of the Naval Military Person-
nel Manual delineates the responsibility of the
commanding officer to make provisions for
religious services for assigned personnel. Some
commands at sea will not have a chaplain
assigned. On ships or in deployed squadrons
where a chaplain is assigned, he or she will be
endorsed by only one of the many faith groups
represented by command personnel. For example,
a certain command may have 1,800 members.
Both a Roman Catholic and a Protestant chaplain
may be assigned. However, there may be Jewish
personnel, Latter-Day Saints, or members of
other religious groups who have no chaplain of
their particular faith to minister to them.

In such cases, the commanding officer may
designate an officer or enlisted person, who
volunteers for the position, to represent a
particular religious body as a lay reader, and in
the absence of a chaplain, to conduct worship
services as appropriate. This designation should
be in writing from the commanding officer to the
volunteer. The letter of designation should be
made a part of the member’s service record.
OPNAVINST 1730.1A indicates that the dura-
tion of the designation of a lay reader is to be only
for the period of time the chaplain is not available,
such as a 2-month deployment of the chaplain on
a destroyer.
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